This study aimed to examine the influence of age, tenure and education on organizational commitment in a developing country context. Focusing on Nigeria's dynamic banking sector, participants' age, tenure and level of education were measured against the three components of organizational commitment -affective, continuance and normative -in selected commercial banks to determine their relationship. The sample consisted of 303 full-time managerial and non-managerial employees from eight commercial banks located in the South-Western part of Nigeria. The study concludes that older, longer-tenured and more highly educated employees did not report a higher level of commitment than their younger, shorter-tenured and less educated counterparts with regard to affective, continuance and normative commitment. The practical implications of this result and direction for future research with regards to developing countries are discussed.
Introduction
Age, tenure and education data are often used by employers to make series of decisions in matters relating to recruitment and selection, salaries and compensation, retrenchment and retirement, etc. In recent times, the Nigerian banking sector has been undergoing series of reforms which have led to restructuring, mergers and acquisitions, downsizing and liquidation. Organizations' management tend to hold the view that the younger the employee the higher the level of commitment and productivity, hence, the preference for the younger to the older employees in acquisition and retention of workforce. Job advertisements do emphasize conditions such as minimum age and educational level not only for entry-level jobs but also for other types of positions. Most job advertisements also specify the added advantage of years of experience. This practice is not unconnected with the general belief that age, tenure and level of education have attitudinal, behavioral and productivity consequences which are critical to organizations' overall performance and sustainability.
The current study examines the role of employee's age, tenure (length of service) and educational levels on the three components of commitment -affective, normative and continuance commitment -in the service industry, Nigeria's banking sector. The study, therefore, is expected to empirically examine the possible influence of employees' demographic factors such as age, tenure and education level influence their affective, normative and continuance commitment. The paper is divided into the following sections: Introduction, Background, Methodology, Result and Discussion, Implications and Future Research.
Background

2.1What is Organizational Commitment?
The Oxford English Dictionary (1969) defines commitment as "… engagement which restricts freedom from action." Commitment is a person's belief in a cause and pursuing that course willingly, intentionally, voluntarily, actively, passionately and relentlessly. Genuine individual commitment to a cause cannot be enforced or imposed, it is volitional. It is usually the outcome of an individuals' decision-making process during which the particular cause is weighed against interest, desired outcome, perceived cost and/or benefit. Kanter (1968) succinctly describes commitment as "the willingness of social actors to give their energy and loyalty to social systems, the attachment of personality systems to social relations, which are seen as self expressive" (p. 500). However, once this binding to a cause has occurred, it could be enhanced and sustained through extrinsic motivational strategies. It is also possible for commitment to wane especially if the initial basis for commitment is not sustained or improved upon according to a person's perception and understanding.
Organizational commitment has been defined in various ways. Broadly defined by Meyer and Herscovitch (2001) , it is an incentive that sustains a course of action towards one or more objectives. It is "an attitude or an orientation toward the organization, which links or attaches the identity of the person to the organization" (Sheldon, 1971, p. 143) . Viewed as an individual's identification and involvement with an organization, organizational commitment connotes an individual's strong belief in and acceptance of organizational goals and values; readiness to exert considerable effort on behalf of the organization; and a strong desire to remain with the organization (Hart & Willower, 2001 ).
This construct is also generally defined in terms of employees' interest in an organization and their connection to it (Meyer & Allen, 1997 , Mowday et al., 1979 Hunt et al., 1989) . It connotes identification and involvement with an organization and it has attracted so much attention among contemporary scholars, researchers and practitioners. This growing interest is not unconnected with the construct's well established relationship with other employees' work-related behaviors and attitudes, such as, absenteeism, actual turnover, job satisfaction, extra-role behavior, job involvement and leader-subordinate relations (Arnolds & Boshoff, 2004; Bagraim, 2003; Buck & Watson, 2002; Eby et al., 1999; Farrell & Stamm, 1988; Lance, 1991; Mathieu & Zajac, 1990; Michaels & Spector, 1982; Tett & Meyer, 1993; Wasti, 2003) . Organizational commitment has also been found to contribute to employee productivity and organizational performance (Mowday et al., 1982; Hackett et al., 1994; Yousef, 2000; Shaw et al., 2003) .
The survival, success and sustainability of organizations lie in the strong and unalloyed commitment of both internal and external customers. The commitment of the internal customers (i.e., employees) could determine the commitment of organizations' external customers. Fostering internal customers' commitment is, therefore, essential in the unrelenting effort to cope with the competitive pressures generated by rapidly changing business environment. If the culture of commitment is not embeded in organizations' core values the outcome is potentially detrimental. Therefore, modeling and fostering employee commitment should be one of the top priorities of organizations' leadership.
A Model of Organizational Commitment
A three-dimensional model of commitment incorporating affective, continuance and normative commitment was developed by Meyer and Allen (1997, p. 106) to explain different components of organizational commitment and their possible impacts.
Affective Commitment
Affective commitment is "the employee's emotional attachment to, identification with, and involvement in the organization" (Meyer & Allen, p. 11) . According to them, an employee who is driven by affective commitment continues to work for the organization because he wants to (Meyer & Allen, 1991) .
Continuance Commitment
Continuance commitment is defined as "awareness of the costs associated with leaving the organization" (Meyer & Allen, 1997, p. 11) . It is different from affective commitment dimension in the sense that "employees whose primary link to the organization is based on continuance commitment remain because they need to do so" (Meyer & Allen, 1991, p. 67) . This form of commitment is said to "be the strongest when availability of alternatives are few and the number of investments are high" (Best, 1994, p. 71) . Meyer et al. (1990, p. 715) state that "accrued investment and poor employment alternatives tend to force individuals to maintain their line of action and are responsible for these individuals being committed because they need to." Usually, the "need to" stay is based on factors such as employee's age, expectations from personal investment, employer's conditional contractual obligations, like, promotion and pension based on length of service with the organization.
Normative Commitment
The third dimension in the model is normative commitment. It is defined as "a feeling of obligation to continue employment" (Meyer & Allen, 1997, p. 11) . In this type of commitment, employees "feel that they ought to remain with the organization" (Meyer & Allen, 1991, p. 67) . Normative commitment has also been described as "the work behavior of individuals, guided by a sense of duty, obligation and loyalty towards the organization" (Wiener and Vardi, 1980, p. 86) . Possible causes of this kind feeling may result from an employee's perception of organization's investment in people from which employee has benefitted immensely. Reichers (1985) , in his classification of commitment, suggest that affective commitment indicates a higher level of commitment while the normative and continuance dimensions of commitment are tantamount to moderate and low levels of commitment respectively.
Personal Characteristics and Organizational Commitment
Empirical studies show the influence of personal characteristics such as age, tenure and education level on employee commitment although there are mixed findings regarding these degrees of influence. For instance, Mathieu and Zajac (1990) reported a low positive correlation between position tenure and OC, medium positive correlation between age and OC and a low negative correlation between education level and OC. However, OC was found to be positively related to age (Steers, 1977; Morris & Sherman, 1981; Angle & Perry, 1981; Meyer & Allen, 1984; Ogba, 2008) . Commitment was also found to be positively related to tenure (Buchanan, 1974; Meyer & Allen, 1984; Mottaz, 1988) . Chui et al. (2007) in their survey of 300 ICT professionals in Hong Kong reported that age and tenure do not show any correlation with employee commitment. Sa Abreu et al. (2013) studied the effects of personal characteristics on organizational commitment in Brazil's oil and gas industry. They found that service time and education level are the most significant contributors to continuance commitment. In view of these mixed findings, further empirical investigations are necessary to examine the relationship between personal characteristics on employee commitment, hence, the need for this study.
Methodology
Participants
The respondents in this study comprise full-time junior and senior employees in the Nigeria banking industry with a diverse distribution in different geographical locations in Nigeria. Self administered questionnaires (with assistance from some managers/officers) numbering 600 were administered with 52% response rate. Data analysis for this study is based on 303 usable questionnaires out of 310 which were returned by surveyed participants from purposively selected commercial banks.
Research Instrument
The three-component Organizational Commitment (OC) scale of Allen and Meyer's (1993) organizational commitment instrument was used. Sample items of Affective Commitment (AC) sub-scale included "I enjoy discussing my organization with people outside of it" and "This organization has a great deal of personal meaning for me." The Normative Commitment sub-scale consists of items such as: "I do not feel any obligation to remain with my current employer"; "Even if it were to my advantage I do not feel it would be right to leave my organization now", and "This organization deserves my loyalty". The sub-scale of Continuance Commitment (CC) comprise such items as: "I am afraid of what might happen if I quit my job without having another one lined up"; "It would be very hard for me to leave my organization right now, even if I wanted to". Possible responses were arrayed on a five-point Likert scale comprising "strongly disagree" (5), "disagree" (4), "neutral" (3), "agree" (2), and "strongly agree" (1). Test of internal consistency (Cronbach's alpha) was conducted to assess the reliability of the three components of organizational commitment used in this study. The closer the reliabilities coefficient gets to 1.0, the better. Results indicate that these three components showed adequate levels of internal consistency reliability at 0.87, 0.77 and 0.84 for affective, normative and continuance commitments respectively.
Data Analysis
Data analysis was carried out by using Statistical Package for Social Scientists (SPSS) for Windows. To test the hypotheses, the mean, variance, standard deviation and Pearson Product Moment Correlation Coefficient of all variables were calculated. A one-way ANOVA is used to investigate the differences between means of age, tenure and education level and the three components of the organizational commitment (Garson 1998) . A cut-off point of p < 0.05 was considered to indicate whether the relationship between the two factors is of statistical significance.
Research Model
Based on the purpose of this study, i. e. examining the influence of Employee characteristics such as age, tenure and education on organizational (Affective, Normative and Continuance) Commitment, a research model ( Figure  1 ) was developed.
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Research Hypotheses
The study aims to statistically test the following hypotheses:
Hypothesis 1: Older employees will report a higher level of affective, normative and continuance organizational commitment than will employees who are younger.
Hypothesis 2: Longer-tenure employees will score a higher level of affective, normative and continuance organizational commitment than will short-tenure employees.
Hypothesis 3: Employees with higher level of education will report a higher level of affective, normative and continuance organizational commitment than will employees with a lower level of education.
Results and Discussion
The focus of this study is on organizational commitment as influenced by employees' age, length of service and level of education in Nigerian commercial banks. Findings from this study are stated and discussed as follows:
Age and Employee Commitment
The following findings and discussions relate to the perceived influence of age on employee commitment based on responses from participants. Table 1 shows the age distribution of participants. The descriptive analysis in Table 2 shows the influence of age on the commitment of employees to their organizations. According to the statistical results in Table 2 , the three levels of commitment is shown to highest among employees within the age bracket 46 -49 years as these employees scored the highest mean scores for each component of commitment (Affective -16.000; ). It should be noted, however, that this category of employees account for only 5.5% of the participants. This disproportionate number, compared to participants in the age group between <30 and 45 years (see table 1) calls for caution in the interpretation of statistical results. Apart from the statistical result that attributes a higher level of commitment to employees within the age bracket 46 -49 years, it is clear that there is hardly any significant difference in the levels of commitment between the younger and older categories of employees (as shown in table 2 above). It could also be explained that the few employees that are within the age brackets of 46 -49 years are, for one reason or the other reach the peak of their commitment to the organization, after which commitment level drops (with increase in age).
Investigating further on the impact of age on commitment, a further statistical analysis was done in which participants were divided into age groups (Table 3 ). This reports a low significance evidence of statistical significant levels (at p < 0.5) in relationship. For instance, affective commitment, continuance commitment and normative commitment were .018, .005 and .078 respectively. Based on this result, it is clear that older employees do not show a higher level of commitment than the younger employees. Thus, hypothesis one is rejected. This is an indication that there are, probably, other factors associated with employee commitment within the investigated Nigerian banking sector rather than the age factor. Some other studies have investigated the influence of age on commitment. A meta-analytic study by Mathieu and Zajac (1990) yielded a medium positive correlation of 0.201 between age and commitment. Others have also reported a positive relationship between commitment and age (Angle and Perry, 1981; Meyer and Allen, 1984; Morris and Sherman, 1981; Steers, 1977; Martin and Roodt, 2008) . Zaitouni, et al., (2011) found an insignificant statistical correlation between age and organizational commitment among banks' employees in Kuwait (see Alshitri, 2013) . Ogba (2008) found that older employees are less committed compared to their younger counterparts. Salami (2008) investigated the influence of demographic factors in predicting the commitment of Industrial workers in Nigeria. He reported that age significantly correlated with organizational commitment. In a study examining the influence of age on organizational commitment among public servants in Ghana, Adul-Nasiru, et al. (2014) found age to be positively associated with employee commitment.
Past researches have sought to give insight into various findings relating to age and commitment. Rhodes (1983) found age to be associated with inter-related group of effects that influence work attitude and behavior. To explain the reason for the often weak relations between organizational commitment and age Meyer and Allen (1984) argued that younger employees may be more committed because they face fewer job opportunities due to their often less work experience. In the case of the Nigerian banking sector, more empirical studies need to be conducted to justify generalisation of findings.
Employees' Tenure and Commitment
Respondents were grouped into six job tenure categories of < 5 years (39.1%), 5-10 years (30.8%), 11-15 years (10%), 16-20 years (14.7%), 21 -25 years (4.3%) and > 26 years (1.1%). It is observed that with less than five years of tenure form the majority of the respondents while those above 26 years are the least. The more the number of years of work experience the lower the number of employees which is an indication of voluntary or involuntary turnover of more experienced employees within the Nigerian banking sector. It is also a probable indication of job mobility among more experienced bank workers. To further statistically test the second hypothesis, a one-way ANOVA is carried out (Table 6) . Results show a low significance evidence for all the three components of commitment, leading to the rejection of the second hypothesis. Supporting this outcome Chughtai and Zafar (2006) and Kura et al. (2012) reported that there was no significant relationship existed between tenure and organizational commitment. www.ccsenet.org/jms
Journal of Management and Sustainability Vol. 4, No. 4; 2014 The influence of employee tenure or length of service has also been researched extensively over the years with varying degree and often inconsistent results. Tenure could lead to contemplative commitment because of senior employees' attempt to justify their longer years of working with the organization . Cohen (1993) reported a stronger correlation between commitment and length of service among senior employees who have served for nine years or longer. In another study of lower management Reddy and Ravikumar (1980) length of service was found to be positively related to job involvement which is most likely to be the same with commitment. While Mathieu and Zajac, (1990) reported a low positive correlation with commitment, others such as Buchanan (1974) , Singhal and Sood (1981) , Mottaz (1988) , Morris and Sherman (1981) found commitment to be positively related to tenure. Santos and Not-Land (in Salami 2008) and Sepahvand, et al., (2012) also found job tenure to be significantly related to organizational commitment. In contrast, however, Boon et al. (2006) reported a significant negative relationship between commitment and tenured employees.
As dynamic and robust as the Nigerian banking sector is currently, there happens to be very few empirical studies with attitudinal and behavioral focus especially on commitment. Further empirical studies are still required to firmly establish the relationship between different tenure categories and job involvement, especially commitment in the banking sector.
Level of Education and Commitment
Participants were categorized into four different groups of educational levels (Table 7) . First (Bachelors) degree (or equivalent) holders account for about two-third (71%) of the entire respondents. This is followed by Masters' degree (or equivalent) holders and Ordinary National Diploma (or equivalent) holders with 20.5% and 7.9% respectively. This shows that the banking sector employs more of Bachelors' degree holders than other categories. A possible relationship between employees' level of education and organizational commitment was statistically examined (Table 8) . Results from this table show that first degree holders or equivalent who form the majority of the sample and most likely to be on their first job and in their first organization indicate a higher level of commitment to work in the three components of commitment (affective: 21.3065; continuance: 27.4363 and normative: 17.5050) . A low level of commitment is shown by employees with the lowest level of education while those with Masters' degree show a moderate level of commitment. In Table 9 below, a strong evidence of statistical significances (at < 0.05) level exist in this relationship. The significance level for each component of commitment was (affective (0.000), continuance (0.19) and normative (.002)). This still lends credence to the earlier assertion that those with higher level of education such as the Masters degree are not as committed as employees with lower level of education, i.e. first (or bachelors) degree. Accordingly, this study rejects the third hypothesis that employees with higher level of education will report a higher level of commitment. This result corresponds with that of Martin and Roodt (2008) which found a significant relationship between commitment and academic qualification stating that organizational commitment decreased as education level increased. Yew (2008) also indicated a negative relationship between education level and affective commitment and Zaitouni et al. (2011) reported that there was no obvious relationship. Education was found to have a little effect on organizational commitment by Mottaz (1988) . However, Adenuga, et al., (2013) in his survey of 600 participants from private universities in Ogun State, Nigeria found educational qualifications to be the most potent factor predicting organizational commitment. Grusky (1966) used the factors of rewards and costs to explain the link between level of education and commitment. He suggested that these two factors -rewards and costs -influence a person's strength of attachment to an organization. He found female and less educated managers to be more committed to the organization as they overcame bigger hurdles (costs) to achieve the career mobility (rewards) than did the male and the managers possessing more formal education (see He, 2008) . In his own study, focusing on staff in assisted living, Sikorska-Simmons (2004) found education to be one of the strong predictors of commitment.
Implications of Result and Suggestions for Future Research
This study has implications for human resource management as well as for researchers. In the 21 st century highly competitive business environment people hold the key to sustainable competitive advantage. The use of age and experience as promotion and selection criteria should be applied with caution. A flexible instead of a rigid approach could help organizations to hire candidates and promote highly productive employees regardless of their age and length of service. Reward for performance is more likely to enhance productivity than seniority-based promotion. Winning the commitment of employees is a task that should be deliberately, carefully and painstakingly approached. Instead of a 'one cap fits all' or generalized approach, each employee's peculiar needs should be identified and given proper attention.
For researchers, consultants and academics, a further empirical study of the role of employee personal www.ccsenet.org/jms Journal of Management and Sustainability Vol. 4, No. 4; 2014 characteristics and their influence on job involvement especially organizational commitment is suggested.
Results from further empirical studies could make generalizations possible since very few studies, with inconsistent results, are currently available in the context of financial institutions and Nigeria as a country.
It is also pertinent to note that culture-sensitive non-Western scales are essential to critically examine the attitudinal and behavioral tendencies of non-Western and developing country subjects. The current study employed a Western originated valid and reliable instrument which may not be totally applicable to other (especially African) cultures. It is therefore suggested that organizations take the role of culture into consideration when developing and implementing people management strategies, policies and practices that are aimed at fostering employee commitment.
